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nity will shoulder the blame for the policy-
makers “surprise.” Faced with its concerns 
about diminishing relevance, the anticipa-
tory role is one the Intelligence Community 
should grasp. At the same time, the dichot-
omy between current situational awareness 
based on a stream of detailed reporting and 
anticipatory or predictive intelligence is 
more apparent against a new enemy who 
relies on “stilettos and stealth” than it was 
against the Soviet Union, which amassed 
large stocks of advanced weapons whose 
visible and patterned development path 
took well over a decade and then allowed us 
to collect hard evidence on them by exercis-
ing those capabilities extensively. For a 
community which frequently restates the 
mantra that it is “an evidence-based” cul-
ture, this divergence of reduced collection 
capabilities against lower signature targets 
and the increasing demands for anticipatory 

judgments resting on long inference chains 
will create an uncomfortable problem in pro-
ducing these assessments. 

8. The Loss of “Keystone Species” and 
“Intellectual Middleware”

The relatively recent ecological concept of 
“Keystone Species” denotes organisms that 
play a central role within an environment, 
either as a resource or as a control mecha-
nism. Within the Intelligence Community, 
the most important of these “keystone spe-
cies” is perhaps the “journeymen” ana-
lysts.25 These experienced analysts (say, 
those with seven or more years of analytic 
experience) are the functional equivalent of 
doctoral students, post-doctoral fellows, 
and assistant professors in academia and of 
the house staff (interns and residents) in 
medical education, both of which are also 
guild/craft systems. Journeymen perform 
the bulk of the work of producing products, 
making incremental improvements in pro-
cess, teaching the apprentices, and dissem-
inating knowledge and skills as they move 
to new communities. The journeymen carry 
institutional memory, transmit knowledge to 
junior analysts, and inculcate in them such 
vital professional values as intellectual curi-
osity, humility, and an ethos of continual 
learning. In addition, they form the core of a 
high-trust social network built on longstand-
ing prior contacts that is essential to the dif-
fusion of knowledge within the Intelligence 
Community and the national security com-
munity as a whole.

Recognizing the journeymen’s role as a “key-
stone species” helps to explain the severe 
disruptions caused by the disproportionate 
drawdown in their numbers triggered by the 
budget cutbacks of the early 1990s. To a con-

25 “Journeyman” is not used in a pejorative sense, but, rather, in the traditional guild meaning of the term. In CIA 
parlance, these are now called “fully qualified” analysts. Military homologues are Navy chief petty officers (“chiefs”) 
and Marine gunnery sergeants (“gunnies”). 
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